PERFORMANCE

MAINTAINING

MIL-SPECS AND MIL-STDS
NO MORE?

DoD Changes Prioritizing Policy

equisition reform s the topic of
many conversations. MNeeded

and komg overdue, this may be

the year in which we begin 1o

see Improvements. The proposed
streamlined contracting procedures,
elimination of restrictive legal and
regulatory requirements, and a new
focus on an integrated militaricom-
mercial industrial base all sound like
positive changes to a system we agree
is an overburdened, restrictive and
often counterproductive bunesaucracy.

Qne  effort  freguently
championed by reflormers is
climination of military speci-
fications (MIL-SFECs) and
military standards (MIL-
STDs). Omce a critical comerstone
in fielding an effective state-of-the-an
logistically supportable flghting force,
MIL-5PECs and MIL-5TDs have be-
come a system of some 33,000 docu-
ments. Mamy have questionable mili-
tary need, such as MIL-SPECs for
chocolate chip cookies and dog
combs. Others define procedures long
apo determined technically obsolete
by the commercial sector. S4ill others
define cascading and circular refer-
ences rom one document to another,
often ending at the staring point.

Mr. Jehan is the Depuly Project
Marager for Instrumentation, Targels
and Threat Simulators al the Army
Stmulation, Training and Instrumen-
tation Command (STRICOM), Or-
o, Ela. He s a PMC 94- 1 graduate.

Progrom Monoger
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To the
casual ob-
server, the Depart-
ment of Defense (Dol
collection of MIL-SPECs and
MIL-5TDs are an anachronistic col-

lection of unnecessary bureawcratic
documents. Before we discard them,
however, a8 review of how and why
they came inio belng mavy be in order.

These documents evolved o what
they are because of bonafide nequine-
menis, Yet, the dislogue | havve heard
on acquisition reform has not included
diseussion of what will be lost If MIL-
SPECs and MIL-STDs are eliminated.
Rather, the discussion seems 0 Cen-
ter on a perceived cost savings that

supporters belleve will result and de-
tractors say cannot be documented.

Cost Controversy

The cost controversy related to
MIL-SPECs and MIL-5TDs is based
on reasonable estimares that they add
as much as 30 or 40 percent to DoD
acquisition costs. Presumably, by
eliminating the MIL-SPECs and MIL-
5TDs, this cost will be a real dollar

Jub-Augusr 1994



savings in a fime of declining budgets.
However, this arpument fails to ex-
plain why specifications and stan-
dards exist. Mot created {or economic
reasons, they exist because, as his-
tory has shown, they were required to
reduce combat risk. Simply put, they
represent dollars pald now (0 save
lives later.

Some may contend that cost is not
the only reason lor eliminating MIL-
SPECs and MIL-5TDs. To many,
bureavcracy issues, document defi-
ciencies, and burden on industry are
adequate justifications to advocale

total elimination of the docu-

using

C¥mM-
mergial

. ¥ standards.
/ However, his-

’ tory has shown

us that this may be

the worse possible
course of action,

The roots of the current sys-
tem of specifications and standards
lie in the supply fiascos of the Span-
ish-Amerlcan War, and a need for
good standard procedures for pack-
aging and preserving supplles and
material. From the problems experi-
enced in the field and at sea, the MIL-
SPECs and MIL-STDs svsiem was
bom. Subsequently, industry adopied
many of the specifications and slan-
dards, Institutionalizing them into
what have become the commercial
procedures standards and speciflca-

tions of today.

Progrom Manoger

ments in favor aof

Howewver. these adaptations of use
by the commercial sector are devel-
oped to meet civilian needs, not the
rigors of combat. During conflict. fail-
ures of commercial and improperly
designed military materiel are not
counted in monetary costs; they are
bought with mission failures and loss
of human life. Historically, this price

While
eliminating
them may
produce short-
term savings,
history has
shown that
the long-term
cost of not
having MIL-
SPECs and
MIL-STDs is a
price our
nation has not
been willing to

accept.

has been more than our forefathers
were willing to bear. Have our values
changed so we can now afford such
human cost? Based on recent experd-
ences Im Desert Storm, | would say not.

Reversing Priorvities

Department of Defense leadership
does not advocate total elimination of
military standards and speciflcations.

A policy memorandum of 29 June
1994, by Dr. William |. Perry. Secre-
tary of Defense, states:

Perdormance specifications shall
be used when purchasing new
gystems, major modifications,
upgrades to current systems,
and nondevelopmental and
commercial iiems, for programs
im any acquisition category. If it
is not practicable (o use a per-
formance specification. a non-
povernment standard shall be
used. Since there will be cases
when military specifications are
needed to define an exact de-
slgn solution because there ks
no acceptable non-governmen-
tal standard or because the wse
of a performance specification
or non-government standard s
not cost effective, the use of
military specifications and stan-
dards iz awhorzed as a last re-
sart, with an appropriate waiver.

Waivers for the use of military
specifications and standards
must be approved by the Mile-
stone Decision Authority (as
defined in Part 2 of DoD In-
struction 5000.2). In the case of
acquisition category T I} pro-
grams, waivers may be granted
by the Component Acquisition
Executive, or a designee. The
Director, Maval Muclear Propul-
zion shall determine the speciil-
cations and standards o be used
for maval nuclear propulsion
plants in accordance with Pub. L-
D8-525 (42 US.C. § 7158 nowe).

[n her comments at the Aprl 26,
1994, Defense Acquisition Reform Sym-
posium, Mrs. Colleen A. Preston,
Deputy Under Secretary of Delense
{Acquisithon Reform), stated that the
intent of Dol policy & o reverse the
priodty by which milicry and commer-
cial standards and speciiications arne
incorporated in procurement actions.
Llse of commercial practices, standards
and specifications is prioritized ahead
of military standards and specifications,
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but use of MIL-SPECs and MIL-STDs
is nmot climinated completely.

It is incumbent on personnel in the
Oiflce of the Secretary of Defense,
military services and defense agen-
cies responsible for implementing this
change in policy to ensure that imple-
mentation reduces bureaucracy
across all aspects of our acguisition
systemn, for both contractor and pov-
emment. Decisions on which indus-
try standards, commerclal speciflca-
tions, MIL-SPECs and MIL-STDs
should be Imposed on a program ane
critical factors in balancing the trade-
offs between cost, schedule and per-
formance with direct battlefield con-
sequences. Because they represent
technical decisions, these factors are
best evaluated by a knowledgeable
program team and should be a deci-
sion reserved for the progam man-
ager (PM) with the approval of the
Milestone Decision Authorily.

Identifying when MIL-SPECs and
MIL-5TDs should be used instead of
commercial practices, standands and
specifications is onhy part of the speci-
fications and standards problem that
must be addressed in each procure-
ment. In most discussions on elimi-
mating MIL-SPECs and MIL-STDs,
most examples come from the elec-
tronics industry. This industry has an
almosy daily change in technology
and a reasonably solld set of industry
specifications and standards. It con-
tends that MIL-SPECs and MIL-5TD=
are obsolete, references obsolete prac-
tices and, to correct problems Im exdst-
ing contracts, would require an inor-
dinate number of engineering change
proposals at an unaffordable cost.
Another common argument has been
incorporation of a MIL-SPEC In a
contract forces the contractor to give
us less for more, because the com-
mercial sector often has cheaper prod-
ucts that exceed the MIL-5PEC. Lin-
doubtedly, Dr. Perny's direction gets
o the core of these arguments. How-
ever, this new direction may not cor-
rect the percetved problems with the
shandarde  and  specifications.

Program Maonoger

Historically,
we have done

a poor job of

understanding

and tailoring
the MIL-SPECs
and MIL-STDs
incorporated
infto our

contracts.

A bipper issue is how we as acquisi-
tion managers employ the standards
and specifications.

Mamy MIL-SPEC and MIL-5TD
problems could have been comected
if a few changes had been made in
how we incorporated them into our
contracts, Typlcally, we included them
by reference without a thorough un-
derstanding of their content. We in-
corporated them by default, frequenthy
not making provision to chanpe to
updated versions during contract per-
formance. And, we made them abso-
lute standards, which not only estab-
lizhed minimum requirements but
often limited performance as well,

A New Way of Doing Business

The new policies regarding specifi-
cations and standards add an unprec-
edented level of importance to the
PM's responsibility to understand the
implications of the specifications and
standards applicable to the contract.
The MIL-S5PECs and MIL-STDs rep-
resent a historcal compilation of les-
sons learnaed, while commerclal specl-
fications, standards and procedures
are not allored to military require-
ments. As a result, the PA must un-
derstand the lessons learned caprured
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in the MIL-SPECs and MIL-S8TDs; the
implications of the commercial epeci-
fications, standards and procedures;
and how these often incompatible
worlds interface in the svstem being
acquired.

Historically, we have done a poor
job of understanding and tailoring the
MIL-5PECs and MIL-5TDs incorpo-
rated Into our contracts. Now that the
use of MIL-SPECs and MIL-5TDs is
the exception rather than the rule, we
must glve them the attention they
deserved all along. If we must use
MIL-S5PECs or MIL-5TDs, we must
review and understand their content
and intent to ensure they are appro-
priate and justified before we incor-
porate them into the contract. Addi-
tionally, if the MIL-SPEC or MIL-STD
is technically obsolete, it should be
updated or eliminated. To ensure this,
the program office discovering the
inadequacy must become responsible
for initkating action to hawve the tech-
nicalty knowledgeable and respon-
sible government organization make
the needed corrections.

Summary

military specifications and stan-
dards play a vital role in our acquisi-
tion process. While eliminating them
may produce shart-term savings, his-
tory has shown that the long-term
cost of mot havimg MIL-SPECs and
MIL-STDs is a price our nation has
not been willing to accept.

The change in DoD policy 1o
reprioritize the use of commercial stan-
dards, procedures and specifications
ahead of military standards and speci-
fications is wise. However, those re-
sponsible for implementing this policy
must ensure the PM is glven maxi-
mum flexibility to trade off the type of
specifications and standards used to
optimize the program. In doing this,
the PW must not lose sight of the long-
term combat implications af the stan-
dards and specliications used, while
pursuing innovative ways o reduce
any unnecessary burden imposed on
the contractor.

Juby-Augusr 1994



